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DPS -489 8 ? 


24 October 1958 


MEMORANDUM FOR; Director of Development and Procurement, DPS/DCI 

Director of Administration, DPS /DC I 
Director of Operations, DPS/DCI 
Director of Materiel, DPS/DCI 

SUBJECT ; Responsibilities for Research, Development, and 

Test Activities 


1, A variety of circumstance#, notably the welcome arrival at Head- 

quarters of additional technically competent personnel and the rotation of all 
our senior personnel at Edwards AFB have somewhat unsettled previously 
prevailing habits and procedures with respect to development and last pro- 
grams, Although it Is still uncertain whether we win be initiating a major 
new program, I believe it will be useful to clarify informally the distribution 
of responsibilities in this arsa of work within the DPS organisation. The 
primary responsibility for all now development work (except as s pecifically 
arranged to the contrary) rests, of course, with |as Director 25X1 

of Developme nt and Procurement, Within his element of the DPS 1 hope that 
can concentrate on technical matters and can hold to a minimum 

the diversio n of his time to such manager ial tasks as negotiation and 

expediting. will of course be assisted by | | 25X 1 

in their several fields. 

2, The management of test programs presents a minor problem of 
organization. Testing is a phase of development, it is an activity conducted 
largely by company personnel whose technical work in the developmental 
test phase of a program is controlled and directed by their parent company 
rather than by Commanders rssponsibls to this Headquarters, In these 
respects test activities are similar to development work carried on within 
company plants. On the other hand, flight testing involves aircraft opera- 
tions and flight test programs both affect and are affected by aircraft 
assignment. Accordingly, there is an operational aspect at least to all 
flight testing. 

I 

3, This dual aspect of flight test activities is largely (though not 

wholly) resp onsible for another organizational p roblem — that of toe relation- 
ship between on the one hand and our 
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contract ors on the other. It is not feasible for our representatives at 
25X1 Edwards | |to exercise any dose supervision over develop* 

meat work contractors are doing in their own plants* Hence in tins phase 
of any given development* contractors deal directly with this Headquarters* 

This habit tends to carry over when they are conducting flight tests. Thus 
it has frequently happened that our senior representatives at the test site 
j have not even been fully informed of decisions made with respect to flight 

test activities and communicated to contractor personnel at the test site 
by way of the home office* of their companies* Aside from the altogether 
natural frustration this situation ongonders* it has the effect of depriving 
our representatives at the test sit# of authority and makes it difficult for 
them to perform any useful service in the monitoring of test programs on 
our behalf (in this Headquarters the writer ha# been the principal sinner in 
this respect} Ms finger is pointed at no one else). 

4* One word should be said about t he duties of the Project repreeenta- 
25X1 tive# at Edwards on the one hand and 

the contractor# (especially Kelly Johnson) on the Other hand* Our philosophy 
from the inception of CHA14CE has been one of placing major responsibility 
on the contractors and reducing to a minimum any detailed technical review 
of their development work and any second guesting of their technical 
decisions* W# have expected them to consult us with respect to major 
technical questions but w* have relied on their judgment with respect to 
many important matters which the Military procurement services would 
insist on approving* Nevertheless, it ie wholly consistent with title pMlosophy 
j (which has served us well) that we ehould keep ourselves closely informed 

of the progress of programs and should exercise certain systems responsi- 
bilities with respect to them. We can monitor and coordinate developments 
in progress In contractors 1 plants through fairly frequent visits to their 
plants and periodic suppliers meetings if Justified, For the most part, 

| monitoring in tide fashion has to be done by Headquarters personnel. On 

the other hand, flight test program# can and ehould be monitored by our 
| representative* at the test site. I suggest that this monitoring should con- 

sist of the performance of at least three functions. The firet is progress 
reporting, which in my view ehould involve some evaluation ©f future prospects, 
diagnosis of difficulties and recommendations for action as appropriate. 

The second is expediting to the extent that this can better be done from 
the test site than from our Headquarters. The third ie to act on behalf 
of this Headquarters in making or communicating those decisions which 
we must make in the discharge of our systems responsibility. For the 
most part these are apt to be decisions on the relative priorities of different 
test activities. In considerable measure, too, our representatives must 
perform locall y in a multitude of email matter# the function which ie so 
25X1 large a part of |job of inducing contractors to work 
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together effectively. I mm well aware that offer te of ear representatives 
to perform these functions will net be altogether pleasing to toe Lockheed 
people and Kelly Johnson will argue that this constitutes the kind of inter- 
ference with him that will slow down any new program, U, however, our 
representatives are reasonably skillful 1 am unimpressed with this argu- 
ment, The major contractor has no grounds for resenting a competent 
observer and should not be permitted to become the dictator of activities 
that involve a number of other contractors who also have difficult tasks 
to perform, 

5, Those reflections on toe relationships between the various people 
involved in development and flight testing lsad me to toe following tentative 
conclusions about our own organisation: 


a. Our organisation at Edwards has an important function to 
perform with respect to flight test programs and should be 
encouraged and supported in its performance. Within that organiza- 
tion, as in our Headquarters, an officer should be designated as 
having primary responsi bility for all developmental activities. 


Presumably he should be I 


He eheoid be aware that he 


has responsibilities parallel to those of the Director of JDfeP in 
Headquarter# a nd there sho uld be frequent and close contact 

between them, should be in direct contact with all 

contractors participating in flight test programs. All of us in 
our contacts with contractors should make clear that he has 


a delegation of authority to act for ue in the performance of too 
taeke discussed above. 


b. At Headquarter# toe primary responsibility for initiating 
development and flight test pregrams should rest with the Director 
of DAP, Suggestions or requirements for specific developments 
should be presented to and discussed with him. Subject to my 
authority and Colonel Barkers toe Director of DAP should determine 
toe relative priorities of the several test programs and should 
approve financial support for them, 

e. Both at Edwards and at Headquarters, Operations retains 
primary responsibility for the operational aspects of tost progra ms- 
Concretely this should probably mean at Edwards that | 

as Bass Commander or his Operations Officer rather 


25X1 
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than 


> 


hould 


e i aircraft activities, 


concern himself with the daily scheduling 
1» Headquarters the Streeter of DAP should 


depend on the Director ef Operations to handle such operational 
matters concerning flight test activities as the suppression of 
radar, assignment of aircraft, and provision of support by most 
Military organisations (other than the R&D organizations in the 
Washington area,) ha the performance of these functions Operations 
is helping with the carrying through of one phase of development 


programs initiated by the Director of DfcP and ell of the Director 
of Operations 1 activities in this area should therefore be closely 
coordinated with the Director of DfcP, 


d. Notwithstanding tits foregoing, certain specific development 
programs can more conveniently be performed by Operations than 
by the Director of D&P, notably monitoring of personal equipment 
performance and modifications and tits arra nging of test of inter** 
eeptien capabilities against the I | Operations should, 

however, keep the Director of DfcP advised of such specialised 
development work. 


(sgd) Richard M, Bissell, Irf 

RICHARD M, BISSELL, JR. 
Special Assistant to the Director 
for Planning and Development 
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